This case study presents the information technology (IT) sourcing decisions made by a Canadian small and medium enterprise (SME) specializing in knitwear, called Ça Va de Soi (CVDS), during the deployment of the second phase of their two-phase organizational strategy based on a "Bricks and Clicks" business model. CVDS has 30 employees and 5 stores with annual sales of around $CDN 5 million (2015). The case focuses on phase two, the "Clicks", where an IT project, divided into two parallel subprojects, was realized: 1) the custom development of an ERP system, and 2) the creation of an online e-commerce. The project was based on an "onpremises" sourcing strategy where the information systems were developed "in-house" by external service providers. After several months of efforts, the subprojects were abandoned and CVDS' activities were rolled back to their legacy systems (Part A). Pulling the plug on the IT project was a tough decision for CVDS who still needed the online store to be implemented in order to support its stores' activities. However, CVDS' management team considered this failure as an opportunity to learn from their mistakes, review and transform its IT sourcing strategy (Part B).
History and New Business Model
CVDS was founded in 1972 3 by Odile and Antoine Nasri 4 . At the beginning, it specialized in the design, production and wholesaling of knitted garments. Since its inception, CVDS had always paid a lot of attention to quality, both in manufacturing and in the design of its products. In 1988, the company strengthened its position in the premium products market and adopted a mission to design products with a "soul". In 1996, CVDS started sourcing its yarn, the raw material for its clothes, from Italy.
In the early 2000s, with the opening of international markets and changes in consumers' habits, CVDS faced a significant sales reduction. Facing dramatic market changes, such as competitors' development of multi-brand businesses in various locations and new product placement strategies in these locations, CVDS decided in 2004 to reorient its activities to target the highend segments of the market and to focus only on noble materials, such as Egyptian cotton, cashmere and superfine Merino. With this strategic reorientation came the deployment of a two-phase organizational strategy based on the "Bricks and Clicks" business model. In phase one, the "Bricks", CVDS opened five physical stores and developed its brand image. In phase two, the "Clicks", CVDS developed and deployed an online store. As mentioned by the web store manager, Nathalie:
"It was just a new and inevitable reality. All companies nowadays sell online. Not selling online kind of gives a weird impression."
This new business model also meant that CVDS abandoned most of its wholesale activities. The 
Three Business Cycles since Ça Va de Soi's Inception
From the owner's perspective, CVDS has been through three business cycles since its creation.
The first cycle, labelled "product mastering," lasted from the company's inception to the early 2000s. During this cycle, CVDS focused on mastering its products and procurement activities. It had developed knowledge and know-how of the design and manufacturing of its products and identified and selected specialized high-end raw materials while developing preferential relationships with a small but loyal group of spinners 5 and manufacturers. Once the owner felt the company had finally mastered its products, CVDS embarked on the next cycle.
The second business cycle, labelled "customer mastering," lasted from 2002-03 to 2013. This cycle is associated to the "Bricks" phase of CVDS' strategy and was characterized by the opening of the five stores. This reorientation meant that CVDS needed to change several of its main 5 "Spinners" are the textile manufacturers who convert the fibre, such as cotton and wool, into yarn and fabric. Spinning is a process in which fibres are converted by passing through certain processes like blow room, carding, drawing, combing, simplex, ring frame and finally winding into yarns (Wikipedia).
processes such as logistics, inventory management, accountability, hiring and training. However, the main transformation was related to customer relationships. Now, with its stores, CVDS was in direct contact with its customers. The company had to learn how to develop long-lasting relationships, which meant approaching the customers and capturing and storing information about them. Further, new activities had to be learned and rolled out such as merchandising, customer service, catalogue preparation, etc. After almost ten years of building solid relationships with its customers CVDS felt confident to embark on its third business cycle, based on e-commerce technologies.
The third business cycle, labelled "e-commerce mastering," began in 2013. The main goal was to implement a B2C transactional website. As mentioned by Antoine, "the online store will be our larger showcase." To launch an integrated online store, CVDS needed to develop and implement in parallel an Enterprise Resource Planning (ERP) system to support the websitebased transactions. The ERP would allow CVDS to better manage its inventory by documenting all its products (i.e., detailed descriptions and photographs) and identifying where to automatically locate each product among the various stores and the warehouse. This was not possible with CVDS' legacy inventory systems, i.e. MBI, FashionCart, Raymark 6 , which were old and not integrated. In addition, the online store would be supported by a CRM system that would enable CVDS to assess the impact of the online sales on international markets, facilitate return management by integrating product data, and broadcast the image of a high-end brand.
Thus, this transformation would ultimately help CVDS to acquire better management information and allow it to optimize its procurement process by investing in the right inventory at the right time.
Ça Va de Soi's Two-Pillar Business Strategy
The company's first business strategy pillar is to offer a quality product in terms of material and know-how at a reasonable price. CVDS puts a lot of effort and resources into the research and development of its products. Since its inception more than 40 years ago, Antoine, the owner, has travelled around the globe several times to find the best raw materials and develop privileged relationships with a limited number of spinners and manufacturers. Over time, most of the spinners have entered in partnership with CVDS in two manufacturing plants that produce CVDS' products.
To offer its products at reasonable prices, CVDS has eliminated the hidden costs associated with marketing. This explains why CVDS never launches any self-advertising campaigns and invests instead in a bi-annual catalogue that is sent to its customers to inform them about the value of the company and its products' qualitative aspects, such as yarn sourcing and manufacturing know-how. The underlying goal of the catalogue is to promote "Ça Va de Soi's philosophy":
high-quality products and exceptional know-how.
The second business strategy pillar is related to CVDS' employees and its customer service. It is a priority for CVDS' management team to continuously assess and improve customer service in its stores network. The company emphasizes relationship management with its employees, having weekly meetings with all the store managers and bi-annual offsite meetings with all the company's employees. For CVDS, it is important that all employees believe in the company's product philosophy. The working environment is characterized by openness and a lack of hierarchy. As several employees mentioned, they are not afraid to share ideas and express their views because they know their opinions will be heard. As a store manager alleged: 
Business Vision of Ça Va de Soi's Owner
The way CVDS has evolved over time in terms of organizational culture and working environment has been influenced by Antoine Nasri's vision. In his view, to be successful in the knitwear industry, three intertwined key elements must be present.
First, you need to have a quality product in terms of material and design/manufacturing knowhow. This is a necessary condition but not a sufficient one. Second, you need to have the best human resources available and surround yourself with exceptional individuals, who must be creative but should also act with integrity and passion for the product. Finally, it is essential to master every aspect of your business, e.g. product mastering or customer mastering, before launching new and major initiatives. These initiatives should be clear and aligned with the rest of the company's activities and should not compromise the quality of either the product or the employees' work. For instance, in the early 2000s, the decision to change CVDS' sales channel from wholesales to retail was based on more than 25 years of accumulated experience on design, manufacturing and procurement of knitwear clothing. Thus, CVDS' team could focus then on learning the activities and challenges associated with retailing.
Information Technology at Ça Va de Soi: Context and Constraints
Since its inception, CVDS activities have been supported by information technology (IT). The company invests annually between 1.5% and 2% of its turnover in IT, which is a strong ratio in the fashion industry 7 .
CVDS' management team strongly believes in Web-based systems and open-source software for the development and management of its future online store. These technologies would allow CVDS to minimize its dependence on external IT consultants and give more flexibility for future changes. However, CVDS remains an SME, that is, it had always faced challenges and constraints such as limited capabilities to expand its IT resources, limited access to IT skills and reliance on external IT expertise. Therefore, at CVDS the prioritization of IT investments seemed to be based more on a spur-of-the moment approach, and the company had no hardware data had to be separately entered in each system, manually. These systems, which have been developed and implemented by external consultants, had not been regularly updated. As for the data backup, a daily backup was done automatically at the stores through the Raymark system but no automatic backups were done at the head office.
Information Technology Strategy at Ça Va de Soi
Since 2006, CVDS has grown from one to five stores. With one store, it was possible for CVDS to continue using paper to support business activities, but with five stores, CVDS needed to move to electronic support. While now offering a wide variety of products, some of CVDS stores were not able to stock all of them because of physical space limitations. Sometimes customers had specific requests from the company catalogue and, if the product was not available in the stores, CVDS lost sales opportunities.
The strategy established by CVDS to guide the development and implementation of the new IT infrastructure (the online store and the ERP) was clear: in the short term, the new IT infrastructure would enable CVDS to consolidate its operations and maximize sales at its five stores. This goal was important because, since their openings, the stores' sales have increased consistently. The online store would also enable CVDS to restart its wholesale activities, which have been dormant for more than a decade, by developing B2B relations with retailers. In the long term, this new IT infrastructure would give CVDS the prospect of offering franchise opportunities. Indeed, the deployment of a new IT infrastructure would force CVDS to review and formalize its business processes at a granular level. With the growth of its stores' sales, combined with a great potential of expansion of online sales, CVDS' management team realized that the company could no longer operate in a context where roles and responsibilities were not clearly defined, operating mode was reactive, and operations planning lacked rigor.
CVDS' management team was convinced that having an online store would allow the company to capture all sales opportunities and offer customers living far from the stores the possibility of buying CVDS' products. It would also help store employees to efficiently manage all 750 product styles CVDS offers. With an online store, employees would start a transaction on an electronic tablet and complete it on the point-of-sale (POS) system where they would print the invoice.
The online store would also give the management team access to consolidated management information such as product margins, sales trends, product returns, and inventory levels. This 
IT Project's Objectives, Anticipated Benefits and Challenges
The development and implementation of the transactional website along with a new ERP, would allow CVDS to achieve certain objectives. First, the new infrastructure would simplify data management and thus allow employees to focus on key activities such as selling, customer service and support, new product/market development, etc. Second, with access to more accurate, up-to-date management information, CVDS' management team would be able to make the better decisions and be more efficient. Third, by being able to sell online, it would give CVDS the opportunity to enter new markets (e.g. United States, Europe, and Japan). Finally, the new online store would allow CVDS to be a more independent brand, which means having better control over its own channels for direct sales to consumers.
CVDS anticipated an increase in sales by giving direct access, via its new transactional website, to its existing customers but also to new international customers. As Kinza, the VP merchandising and marketing, stated:
"The e-commerce platform will help our sales. It will give confidence to the girl who sells in the store to say: 'I am sure I didn't miss anything that I could have offered to the customer.' Major efforts were also deployed in the development of the platform to provide an online experience which would be as close as possible to the store experience while being complementary to the stores."
CVDS also expected, through better access to available inventory information, to make better purchasing decisions and thus reduce its inventory. With the new systems, all product data would be cleaned out and indexed in various identification categories, which would facilitate access to management information. In addition, by having more precise product and sales information, CVDS would be able to grow its margin because it would be able to reduce certain costs, better adjust product prices and have greater bargaining power with suppliers. As Kinza put it, this information would become "the 'mind' of our product".
A major challenge associated with this IT project was CVDS' lack of internal IT expertise, meaning the company had to rely on outsourced IT expertise. To mitigate this risk, Kinza who was put in charge of the IT project, self-trained and sought advice from external IT specialists.
An informal assessment of CVDS employees' digital competences was also realized to identify the IT skills gaps. Finally, a project steering committee, which included CVDS' management team, was established.
An IT Project based on Two Interrelated IT Subprojects
The IT project, which started late 2013, was structured around two interrelated subprojects: (1) the development of an ERP system and (2) the deployment of a B2C transactional website. The ERP system, which was created by a consultancy firm called INBIZ 9 , a small firm from Ottawa, was supposed to be custom developed for CVDS' needs. It was the largest project ever undertaken by INBIZ. The ERP system's main objectives were to standardize and computerize CVDS' processes, as well as, to link with the new transactional website. It was supposed to:
1. Give access in real time to inventory in stores and in the warehouse/distribution center, 2. Document all CVDS' products, 3. Interface with the accounting system (QuickBooks) by using application programming interfaces (API), 4. Create links between the distribution center and its stores, 5. Assess online international sales, 6. Support return activities, and 7. Facilitate product life cycle management. 
IT Project's Business Partners Selection
The initial outset date was November 2013 with a delivery date after six months. The approach was to implement the two subprojects in parallel. demonstrations; and 3) evaluating each platform and consultancy firm using an evaluation grid.
The outcome was that Fly Conseil, an experienced web agency with more than 600 web-related projects realized, was selected to configure and deploy the online store. Magento was preferred
because it was open-source-based and it had been successfully used by other companies for years. Fly Conseil was responsible for configuring Magento based on CVDS' requirements, ensuring that the interfaces between the new ERP and Magento were functional.
The Project Failure
From the outset of the project, the development of the ERP was very challenging for both CVDS and INBIZ. Several of these challenges stemmed from the discovery of important operational limits associated with 1) INBIZ's technological platform on which the ERP was developed (e.g.
INBIZ's platform supported only one warehouse) and with 2) INBIZ's lack of appropriate expertise and experience to undertake a complex project such as the one at CVDS. 
Enough with this ERP, let's stop, pull the plug and take a break."
The IT project was abandoned and CVDS' activities were rolled back to their legacy systems.
However, at that point CVDS was in a difficult situation: the customized ERP development project had failed but the online store needed to grow and to support the stores' activities. From "On-Premises" to "Cloud-Based" Sourcing Strategy In December 2014, one month after decommissioning of INBIZ's ERP and rolling back to the legacy systems, CVDS' management team decided that they should resuscitate the IT project.
Appendix A. Timeline of Main Events in CVDS' History

Appendix B. CVDS' Stakeholders
The initial idea was still relevant and CVDS badly needed an online store to support its growth.
In January 2015, the team decided to reactivate the project, but this time based on a different approach. CVDS decided that they would launch a "standalone" e-commerce platform with no integration with CVDS' inventory legacy systems. To do so, CVDS would use standardized templates provided by a cloud-based sourcing solution provider to support the online store. For this second attempt, CVDS management teams decided that things would be done differently based on the lessons learned from the previous failure.
The IT Project Failure as a Trigger to Change the Sourcing Strategy
The first lesson CVDS' management team learned from the failed IT project was to work progressively while simplifying the changes involved and to have a complete control over the project tasks. For CVDS, this meant separating the IT project into smaller, manageable phases, and deploying them one at the time in a logical sequence. The second lesson learned was that CVDS' management team will have to rigorously select their business partners in the future by evaluating pros and cons of each services provider and technological platform. Finally, the most important lesson learned concerned the CVDS' sourcing strategy. The company learned the hard way that developing a customized system, hosted and maintained in-house, could be a very demanding and risky task, especially for an SME. For its future projects, CVDS decided that it would choose a cloud-based, configurable system based on standardized templates proposed by software as a service (SaaS) providers. Templates will only need to be configured to adapt to a specific organizational context, whereas in their failed IT project, the whole software package had to be custom developed for CVDS' needs. As mentioned by Nathalie Giroux, the web store manager:
"We just wanted something simple because simplicity sells. We wanted to remove all the fancy stuff. We wanted to keep the essential and use a standardized template that is beautiful, clean and that works."
Software as a Service Sourcing Strategy: Advantages for an SME
By simplifying the system's functionalities, by targeting software providers that offer SaaS business models and by using standardized, cloud-based templates, CVDS' new online store would be easier to maintain and evolve. To use sourcing cloud-based solutions such as SaaS, SMEs only need reliable Internet connections and basic IT equipment (e.g. computers, cell phones, tablets) with web browsers. Furthermore, the development, deployment and maintenance would be transferred to the service provider in this business model. As mentioned For CVDS' management team, the new sourcing approach also meant modifying CVDS governance structure in terms of decision-making process, control and accountability. While in the previous approach (on-premises sourcing), its IT infrastructure maintenance, and applications licensing and upgrade would have been done "in-house", in the cloud-based approach CVDS will just pay the SaaS provider for all the necessary IT services. The company just wanted to keep the ownership of their key asset, its customer data. This is reflected by Kinza:
"The biggest strategy changes come from the fact that CVDS realized that, what is important for us is to keep control over our data, not over the applications."
An important effect of adopting a SaaS approach was that CVDS management team would have to change its focus from managing an IT staff to managing relationships and contracts with the cloud services provider. With the "on-promises" strategy, most of CVDS focus was on managing their relation with Fadi, CVDS' IT infrastructure adviser and developer. With a cloud-based sourcing strategy, CVDS management team would have to establish an appropriate contract and follow-up on how service level agreements are respected. The service level agreement was co-signed by CVDS, LightSpeed, Fly Conseil and HyperSpace in which each party's roles and responsibilities were clearly identified. In this contract, it was also made clear that CVDS kept the control over their data which would be hosted on servers controlled by CVDS' management team.
Successful Deployment of a Cloud-Based Online Store
CVDS' stand-alone e-commerce platform development took place between February and May 2015. CVDS' online store, developed in collaboration between Fly Conseil and HyperSpace, was a combination of a transactional website developed on Magento's cloud-based platform with
LightSpeed's cloud-based POS. In the first phase of this project, the new online store was separated from CVDS' inventory legacy systems since the integration between CVDS inventory systems and LightSpeed's POS would be done manually by Nathalie, the web store manager.
She would also oversee the orders reception and transfer, be in charge of answering customers, and checking inventory levels, etc. Gonzales, the warehouse manager would keep Nathalie informed when a product would go out of stock in the CVDS' legacy inventory systems. She would then manually enter the inventory levels in the LightSpeed system. When a "zero" for an out-of-stock product, would be entered in the LightSpeed's inventory, the Magento ecommerce platform would immediately display an "unavailable" status on the online store. This manual procedure was far from being ideal, but at least it would allow CVDS to control the online selling process without jeopardizing its stores' activities.
In developing a stand-alone e-commerce platform, CVDS not only adopted a new sourcing strategy by choosing an easy-to-use, cloud-based, configurable and reliable system, but it also applied a different project governance strategy. While managing the relationship with its cloud services providers, CVDS kept the control over their customer data, a key company asset, which would be hosted on an internal server. By choosing a SaaS solution, CVDS realized that the costs related to the IT acquisition, operation, maintenance, and update were minimized. The company made a smaller financial investment than it has made in the failed project and also minimized its risks. Moreover, since the cloud-based solution is easy to use, CVDS would not need to have specialized IT staff to support its activities. 
